and community organizations during the 1990s; (5) questionnaires featuring six questions from the interview schedule that were completed by five Rock Hill leaders in lieu of in-depth interviews; (6) the author's participation in the RHEDC's annual planning retreat held October 31 -November 2, 1999 which featured a review of the ETV and ETC initiatives, (7) numerous informal interviews with city officials and community leaders, and (8) a survey mailed in Fall 1999 to 274 citizens who had worked on the six theme groups featured in ETV/ETC.
The survey consisted of ten statements about results one would expect to achieve in a successful community-wide strategic planning initiative. Theme group participants indicated the strength of their agreement or disagreement with each statement using a four point scale: 1 = "strongly disagree," 2 = "disagree," 3 = "agree," and 4 = "strongly agree.". After two mailings, 113 theme group participants had returned a completed survey for a response rate of 41 percent. If the three citizens who were deceased and the 27 citizens who moved away from Rock Hill are excluded, then the adjusted response rate is 46 percent. Table 1 displays the characteristics of all theme group participants and those participants who responded to the survey. The data suggest that the 113 respondents are representative of the population of theme group participants, with only two exceptions: government employees and minorities who participated in the 1988 to 1989 planning process ("ETV Only") are underrepresented.
( Table 1 about 
Criteria for Determining Success
Scholars and practitioners of public sector strategic planning, collaborative decision-making and governance theory identify several results that a successfully implemented community-wide strategic planning initiative should produce. Informed by this varied literature, I define "success" as achieving five results: (1) the effective management of uncertainty by promoting learning, especially about environmental (i.e, contextual) conditions; (2) the resolution of conflict by facilitating goal agreement among the participants; (3) the continued participation of citizens representative of the community; (4) the achievement of tangible and intangible results; and (5) the establishment of a governance network for the community which remains operational for at least the duration of the planning period (i.e, ten years in Rock Hill's case).
Managing Uncertainty
Advocates of public sector strategic planning identify the management of uncertainty about the future as 5 one of the primary benefits of using this tool (Sorkin, Ferris, and Hudak, 1984; Thomas, Means, and Grieve 1988; Gordon 1993; Bryson 1995; Okubo 1997, 5; Woodmansee 1994, 1-2) . Uncertainty is managed through the initial strategic planning process by using professional expertise to help participants learn about their community and the forces affecting its future as they work to produce a plan, and through implementation by monitoring and revising the plan as conditions warrant. Sorkin, Ferris, and Hudak (1984,52) argue "successful strategic planning requires continuing review of actual accomplishments in comparison with the plan . . . [and] periodic or continuous environmental scanning to assure that unforseen developments do not sabotage the adopted plan or that emerging opportunities are not overlooked." Clearly assigning responsibility to monitor the plan's implementation to one of the sponsoring organizations, perhaps the organization that championed the process, will help insure the performance of this key task (Sorkin, Ferris, and Hudak 1984, 52; Okubo 1997, 37; ) . Key questions are: Was responsibility clearly assigned to a sponsoring organization?; Did the community monitor and revise the plan during the implementation process?; Did the initiative use expert knowledge to inform and educate?; Did the initiative foster learning among the participants?
1.a Assigning Responsibility. As the main champions of the ETV planning process, city officials also accepted the responsibility to monitor the implementation of the plan. Mayor Betty Jo Rhea, who served from 1985 until she retired in 1998, and City Manager Joe Lanford, who served from 1979 until he retired in 1993, are widely recognized by community leaders as the key leaders supporting ETV. Their successors, Mayor Doug Echols (1998 to present) and City Manager Russell Allen (1993 to present) , also supported ETV-related projects and the use of strategic planning to address the city's future. These officials worked with the city council, the city-staffed RHEDC and its board of directors, and ETV's other sponsors to implement many projects. Throughout the 1990s, they used numerous formal and informal meetings with leaders of the sponsoring organizations and with other community leaders to monitor, revise, and build support for the plan (Rhea 1999; Lanford 1999; Echols 1999; Allen 1999) . As late as 1996, they used formal meetings of the steering committee to review ETV's progress and encourage support for implementing projects.
1.b Monitoring and Revising.
Mid-way through the ten year implementation period, in October 1994, Mayor Rhea and City Manager Allen encouraged the steering committee to initiate a five year review of ETV's accomplishments and persuaded the committee to start a new community-wide strategic planning process to update 6 the plan. After much discussion, the steering committee decided to change the name of the planning process from ETV to Empowering the Community (ETC) in order to reflect the new emphasis on neighborhood empowerment (Rhea 1999; Allen 1999) . The steering committee also expanded to eight members in order to welcome the Catawba Indian Nation, which had recently settled its land dispute, as a sponsor. The same six theme groups used in ETV were used in ETC. ETV theme group participants were invited to serve again, as well as were many other community leaders and the general public. Of the 176 ETC theme group participants, 26 had participated in ETV, which provided an important historical perspective to the discussions. After a kick-off event on April 27 and 28, 1995, theme groups met four times between May and September at different locations around the city. Each session lasted about two hours. City staff compiled the various recommendations during the Fall of 1995, and joined with theme group participants to present the Final Report on February 15, 1996 at a reception held at Winthrop University. The ETC planning phase officially ended on January 1, 1997, when a 16 page special insert entitled, 1997 Resolutions, appeared in The Herald. This publication reviewed ETV's accomplishments and called for citizens to support the implementation of ETC's ideas.
At the end of the ten year implementation period, in November 1999, the RHEDC devoted its annual planning retreat to a retrospective on ETV and ETC. Leaders from all of ETV/ETC's sponsoring organizations were invited to the retreat and only representatives of the Catawba Indian Nation did not attend. The 50 leaders who attended the three day event examined ETV plans and identified the projects that had been completed. They recognized that ETV had changed Rock Hill, and the sponsoring organizations, in ways called for in the plan they adopted in 1989. Although they generally thought ETC had added less value to ETV than they had hoped, in part due to the limited number of new projects added to the ones carried over from ETV, they were proud of the neighborhood empowerment initiative (see below). But the purpose of the retreat was more than an opportunity to look back at ETV/ETC. The leaders discussed ways to re-kindle the motivation to work together in order to build on their success. And they discussed whether another community-wide strategic planning effort would serve the community as ETV/ETC had done.
1.c Using Expertise.
During the ETV planning process in the late 1980s, Rock Hill called upon numerous experts to inform and educate the theme group participants and the public (Wheeland 1991, 398) . Throughout the 1990s, Rock Hill continued to call on experts to provide information on some of the ETV-related projects being 7 implemented. City officials contracted with Broach, Mijeski & Associates (1987; 1988; to do public opinion surveys to determine support for projects, such as city beautification, renovating the downtown business district by removing the roof of TownCenter Mall in order to open-up Main Street, and business park development.
The Rock Hill Chamber of Commerce also had Broach, Mijeski & Associates (1992) survey public opinion to determine support for downtown revitalization. City officials also welcomed the advice of business leaders who had formed task forces to study city financial practices, such as Citizens For Rock Hill's Future, which was a group formed in 1996 to review the city's management of the electric utility fund (Longshaw 1996, The Herald, 19 March; Longshaw 1996, The Herald, 15 August) . And during ETC, participants heard from consultants and various speakers on 21 st Century trends, the basics of strategic planning, consensus-building techniques, historic preservation, landscape design, economic development trends affecting Rock Hill, how greenway systems can help preserve a community's identity, and the culture of the Catawba Indian Nation.
1.d Fostering Learning.
The theme group participants' self-assessments of their learning provides a direct test of how well ETV/ETC fostered learning. The data reported in Table 2 for statements one and two indicate ETV/ETC helped to educate theme group participants about their community. The mean response for each question is above the 2.5 mid-point on the four-point scale suggesting participants thought they had learned. 1 Indeed, over 82 percent of the theme group participants "agreed" or "strongly agreed" that they had learned of more opportunities to work with other people and their organizations, and had learned a lot about Rock Hill's problems and solutions to those problems. Furthermore, the data in Table 3 indicate the majority of participants involved in ETV only, in ETC only, and in both initiatives "agreed" or "strongly agreed" with these statements.
( Table 3 about here)
Resolving Conflict
Community-wide strategic planning is a form of collaborative decision making (Sorkin, Ferris, and Hudak 1984; Potapchuk 1999; Chrislip and Larson 1994; Thomas, Means, and Grieve 1988; Himmelman 1994, 27-29; Cigler 1996) . Chrislip and Larson (1994, 5) define collaboration as a "mutually beneficial relationship between two or more parties who work toward common goals by sharing responsibility, authority, and accountability for achieving results (see also Wood and Gray 1991, 146-149 for a careful discussion of the concept). As a form of collaboration, differences over goals and means that surface in a community-wide strategic planning initiative are 8 resolved preferably through consensus building (Okubo 1997, 6; Potapchuk, Crocker, and Schechter 1999, 220-221; Carpenter 1994, 138; Walsh 1997, 93-102; see Innes 1996 on consensus building as a tool in traditional comprehensive planning). But other forms of conflict resolution also are appropriate, perhaps even necessary, including coalition-building via compromise and accommodation (Helling 1998 : Faerman 1996 Parr and Lampe 1996, 204) . If the planning process is used skillfully, then Sorkin, Ferris, and Hudak (1984: 50) believe "there should be broad consensus about what the issues are, how the external environment will affect the community, and what the strengths and weaknesses are. . . [and] new coalitions of business, government, and community members will have been formed with a commitment to specific strategies." Key questions are: Did the initiative foster stronger working relationships among the participants?; Were participants more willing to contribute their time, effort, and other resources to help implement the plan?; Were participants able to set aside their vested interests to help achieve common goals? Were participants inspired?; Did the initiative organize interests to form a stable constituency to support the plan?
2.a Relationships, Willingness, Common Goals, Inspiration. The data reported in Table 2 for statements three, four, five and six indicate the mean responses to each question are greater than 2.5 and over 80 percent of the respondents "agreed" or "strongly agreed" with each statement. They believed by participating on a theme group they "developed a more effective working relationship with Rock Hill's active citizens. . ."; they "became more willing to contribute their time, effort, and other resources to help Rock Hill. . ."; that other citizens "who participated in ETV and ETC were able to set aside their vested interests. . . "; and they were "inspired by ETV and ETC . . . ." In addition, the data in Table 3 indicate the majority of participants involved in ETV only, in ETC only, and in both initiatives "agreed" or "strongly agreed" with these statements.
2.b Stable Constituency. Mayors Rhea and Echols and city managers Lanford and Allen played leading
roles in using community-wide strategic planning to create and sustain a coalition of three overlapping clusters of citizens: (1) theme group participants, (2) business and civic leaders, and (3) the general public. The mayors and city managers were aided by the efforts of several city council members as well, including Winston Searles, Osbey
Roddey, and Henry Woods. These city officials identified themselves as progressives who supported using city government to promote economic development and quality-of-life initiatives, such as building more public parks, building walking trails, purchasing public art, providing financial support to cultural events and institutions, 9 promoting historic preservation, beautifying the city through landscaping and forestry, and supporting an affordable housing initiative.
The first cluster supporting the progressive agenda consisted of the large majority of citizens who participated as members of the six theme groups used in ETV and ETC. The data in on statements three, four, five, and six confirm the positive effects of these planning processes. Statements seven and eight are also useful measures of the support these participants were ready to offer progressive leaders. First, 83.2 percent of these participants "agreed" or "strongly agreed" that they "developed a more positive view of Rock Hill's citizens, especially the business, civic, neighborhood, and political leaders. Second, 63.9 percent of these participants "agreed" or "strongly agreed" that the "openness and credibility of . . . the initiatives helped me to set aside doubts and skepticism about them." The data in Table 3 also indicate the majority of participants involved in ETV only, in ETC only, and in both initiatives "agreed" or "strongly agreed" with statements seven and eight.
The second cluster supporting progressive city officials consisted of a variety of business leaders and civic leaders through the years who could mobilize private sector resources to help implement specific initiatives, as well as influence public opinion. The RHEDC has led the effort to promote quality economic development by building high amenity business parks and purchasing downtown properties in order to prepare them for sale to private They chose to focus on matters specific to their community.
The data in Table 4 presents an overall assessment by 13 steering committee members and three members of the city's planning staff of the sponsoring organizations' contributions to ETV and ETC (note that all sponsors had at least one leader among the respondents). The respondents were clearly disappointed with the Catawba Indian Nation's contributions. They did not think the Catawbas played an "important" role in doing the ETC process.
They also were not "satisfied" with the Catawba's effort during the planning process and with implementing specific initiatives. York County received the lowest ratings of the original seven ETV sponsors, although the satisfaction ratings are above 2.5 which indicates that the respondents were closer to being "satisfied" with the York County's effort than "dissatisfied." The city and the RHEDC were clearly recognized as the most important sponsors of ETV and ETC, and respondents were "very satisfied" with the city and the RHEDC's efforts to develop a plan and implement it.
( Table 4 about here)
The general public was the third cluster of citizens who supported the vision defined by ETV's plan. More than 700 citizens from over 70 community organizations toured the Belk Building over a period of five months in 1989 in order to see the theme group displays and the models depicting the content of ETV. About 97 percent of the written comments in the visitor's log were positive. People described the plan as "excellent, great, super, impressive, very progressive, and most interesting" (City of Rock Hill 1989). Survey research by Broach, Mijeski, and Associates (1987; 1988; 1992; and by the Palmetto Municipal Benchmarking Project (1998), an endeavor of the Institute of Public Affairs at the University of South Carolina, provide additional evidence of longterm public support for some of the key ideas found in ETV, including city beautification, downtown revitalization, business park development, expanding support for the arts and culture, and park maintenance and development.
These surveys also consistently found general satisfaction with nearly all basic services and a consistent majority favored at least "holding-the-line" on spending. Even during the changing financial conditions in the 1990s, when the city began to reduce its use of electric utility revenue to finance general fund services, only a minority of respondents favored cutting services.
In addition to these three clusters of citizens, progressives were supported by the editors of The Herald who consistently published editorials supporting the strategic planning process and many specific initiatives as well. The
Herald also provided extensive coverage of the ETV and ETC processes and of specific initiatives. This coalition of three overlapping clusters of citizens, the support of The Herald, and the momentum gained by establishing a record of success enabled progressive public officials to implement many of the most significant ETV-related initiatives throughout the 1990s. When progressive city officials encountered reluctance or opposition to initiatives, no matter if this challenge came from one or more of the sponsors, or conservative city council members, or conservative citizen activists, or conservative business leaders, they were able to work through this conflict from a position of 11 strength. Although characterized by progressives as a "vocal minority," conservatives have been one or two council seats away from being able to stop the progressives. That conservatives did not take control of council, win the mayoralty since 1985, oppose doing the ETV and ETC planning processes, or even prevent the implementation of some of the main ETV-related initiatives, is testament to the political skill of progressive city officials -especially to their ability to mobilize their coalition of three overlapping clusters of citizens to support progressive candidates and initiatives.
Continuing Citizen Participation
As a "stakeholder" in the community, the public is an integral part of a community-wide strategic planning initiative (Thomas, Means, and Grieve 1988; Chrislip and Larson 1994; Woodmansee 1994; Okubo 1997 ). This type of planning depends upon extensive citizen participation in order to develop ideas, build a consensus, and secure the resources needed to implement the plan. Walsh (1997, 41) believes "bringing people together to determine who they are as a community is the most creative and exciting aspect of community building." In promoting the creation of "deliberative communities," Briand (1995, 11) argues that a "community cannot make lasting progress toward solving its problems unless it involves members of the community." Box (1998, 82) suggests "one way out of the cycle of intercommunity competition and intracommunity factional conflict is through greater citizen involvement." All of these perspectives reflect an appreciation for citizen participation founded on democratic theory. And so the framework used to assess the participatory structure of a community-wide strategic planning initiative should rest on democratic theory. Berry, Portney, and Thomson (1993) offer such a framework.
Berry, Portney, and Thomson (1993) integrate the work of Robert Dahl on democratic theory and Benjamin
Barber on participation in a democracy to produce a framework that measures the breadth and depth of participation.
By breadth they mean "the extent to which an opportunity is offered to every community member to participate at every stage of the policymaking process (Berry, Portney, and Thomson 1993, 54-55) ." A broad participatory structure is one that offers citizens "open access to the agenda, extensive information about alternatives, and high rates of participation among the population (Berry, Portney, and Thomson 1993, 55) ." By depth they mean "the extent to which the citizens who choose to participate have an opportunity to determine the final policy outcome by means of the participation process (Berry, Portney, and Thomson 1993, 55) ." A deep participatory structure is one that offers "equal weight given to all citizen preferences, decisions made on the basis of those preferences, translation of those preferences into final policy outcomes, and effective implementation of those policies (Berry, Portney, and Thomson 1993, 55) ." Although developed to measure the "participatory structures" evident in neighborhood-based participation efforts in five cities, their framework is sufficiently broad to allow its application to community-wide strategic planning.
A successful community-wide strategic planning initiative, from the start of the planning process through efforts to update the plan, should achieve a broad and deep participatory structure as described by Berry, Portney, and Thomson (1993) . First, the initiative should routinely provide the public with information, be open to any citizen interested in participating, and as Thomas (1995, 56) suggests, be open especially to "all organized and unorganized groups of citizens or citizen representatives who (a) could provide information . . . useful in resolving the issue, or (b) could affect the ability to implement a decision by accepting or facilitating implementation."
However, the public's participation and interest in the initiative need not be constant, especially during the implementation of the plan. A reasonable expectation is that the public's focus will be event-oriented, revealing greater interest, for example, during the implementation of a particular project featured in the plan (see Bryson and
Roering 1988 for a discussion of the different conceptions of time used by participants in strategic planning processes). Second, achieving broad-based community support for the planning process and the plan itself depends on involving citizens who are representative of the community. As Thomas, Means, and Grieve (1988, 13-14) The Charlotte Observer-York Edition and especially in The Herald provided the public with the greatest amount of information. The steering committee members and city planning staff were satisfied with the quantity, accuracy, and fairness of the coverage by the press, and believed the public had ample opportunity to become well-informed about the ETV and ETC planning processes, the challenges and opportunities facing Rock Hill, the proposals to address these challenges and opportunities, the details in the final plans, and the implementation of projects. They also recognized, however, that most of the public revealed greater interest and knowledge about specific projects as they were being completed, rather than for the planning processes and the whole range of projects in the plans.
3.b Public Participation.
The theme group participants were generally representative of the diversity of Rock Hill's community elite, and on some measures of the general population. They were leaders of more than 30 different community organizations, including the Sierra Club, the Junior Welfare League, the Fine Arts Association, the League of Women Voters, Rotary, United Way, the Mid-Town Preservation Association (later called Historic Rock Hill), and the NAACP. They represented a mix of Democrats, Republicans, and Independents (see Table 1 ).
They were primarily white, male, professionals and business leaders, but women and minorities were significantly involved. Women were 28 percent of the 124 ETV participants and 48 percent of the 176 ETC participants, and minorities were 15 percent of ETV participants and 19 percent of ETC participants (see Table 1 ). The participants also represented all areas within the city, although some wards predominated. In ETV, ward four had the most participants and wards one and three the least (Wheeland 1993) . In ETC, wards four and six had the most participants and wards two and five the least (note that ward boundaries under ETC were different due to redistricting). Both ETV and ETC were dominated by professionals and business leaders with government and civic leaders amounting to less than 20 percent of the participants. Citizens working "blue collar" type occupations did not participate on theme groups.
3.c Recommendations.
The data reported in Table 2 for questions nine and ten indicate theme group participants believed the city's political leaders were "open to my ideas and my interests" and "citizens in positions of power or authority have been willing to go along with many of the most important recommendations in ETV and ETC." Although there was more disagreement on these two statements than on statements one through seven, the mean responses for both questions are greater than 2.5 and about 62 percent and 78 percent of the respondents 14 "agree" or "strongly agree" with the statements, respectively. The data in Table 3 also indicate the majority of participants involved in ETV only, in ETC only, and in both initiatives "agreed" or "strongly agreed" with statements nine and ten.
Achieving Tangible and Intangible Results
If there is a bottom-line to determine success, it is the achievement of results, both tangible and intangible.
Bryson (1995, 166) argues "creating a strategic plan is not enough. Developing effective programs, projects, action plans, budgets, and implementation processes will bring life to the strategies and create real value for the organization (or community) and its stakeholders." Chrislip and Larson (1994, 107) suggest a "successful collaboration produces results, not just structures and activities that create the illusion that a problem is being Center, Winthrop's renovation of campus facilities throughout the 1990s, the Chamber's locating its new headquarters in downtown Rock Hill in 1999, the school district's implementation of the middle school concept in 1991, and the county's participation in landscaping the I-77 corridor. Yet they also chose not to do so on occasion, such as the school district's decision in 1991 to locate its headquarters outside of the city rather than in downtown as called for by ETV (Handal 1991, The Herald, 30 October, 5A) . City officials also had to continue to negotiate with sponsors for their support on initiatives that involved those institutions directly in partnerships with the city.
The sponsors' different missions and constituencies presented a coordination challenge to the city's leaders as they sought their cooperation. Below are described some of the more challenging projects either because they were 15 controversial, or because they required the cooperation of several sponsoring organizations, that were implemented.
(4.a.1) The city adopted a historic preservation ordinance that established the Rock Hill Historic Review
Board. Over the years, the city has created several historic districts and adopted rules governing the rehabilitation of buildings in these districts. between city staff and citizens, and among city staff about how their work affects neighborhoods. Table 2 measure the extent to which the culture in Rock Hill rested on trust, reciprocity, civic engagement, optimism, and the broader interests of the community. The data indicate that the large majority of theme group participants agreed that ETV and ETC promoted these elements in Rock Hill's civic culture. City officials and leaders of the other sponsors believed using community-wide strategic planning helped to create a climate for resolving differences and promoting efforts to cooperate. ETV and ETC did not eliminate conflict, nor was it intended to do so. Rather ETV and ETC were alternatives to conventional approaches used in Rock Hill and other cities to resolve differences, such as negotiating project-specific partnerships not integrated into a community-wide strategy, or using electoral politics to gain control of city, county, and/or school governments. Dennis Merrill, President of York Tech captured the sentiment about ETV and ETC's impact when he explained, it was "all about balance. We needed to promote education, parks and recreation, the arts, and quality economic development and in the process find the appropriate balance. Community-wide strategic planning is the critical tool we used to work with political officials to find this balance. It was never a question that York
4.c Civic Culture. The ten statements listed in
Tech should get everything it wants -rather we recognized the need to balance what we got with the needs of other community organizations (Merrill 1999 )."
Establishing a Governance Network
Community-wide strategic planning rests on an understanding of governance that sees the interdependence of the for-profit, not-for-profit, and government sectors of society. In order to meet the needs of its members, a well-governed community depends upon organizations to form intergovernmental and intersectoral partnerships.
Skillful use of community-wide strategic planning can enhance the capacity of communities to act to solve problems Notes 1 I interpret means above 2.5 indicating some agreement with the statement and scores below 2.5 as indicating some disagreement. This is a subjective judgment that I argue is reasonable in light of the limitations of using a four-point scale, rather than a five-point scale. By using the 2.5 midpoint, I avoid setting up a standard that will understate disagreement (using 2) or understate agreement (using three). I also use the same rationale when interpreting the data from four-point scales in Table 4 . In a five-point scale I would use 3.0 as the mid-point. Note that for all ten statements in Table 2 the median is three which indicates "agreement."
5. Note: Thirteen steering committee members and 3 planning staff responded to questions using four-point scales: 1 = very unimportant, 2 = unimportant, 3 = important, and 4 = very important; 1 = very dissatisfied, 2 = dissatisfied, 3 = satisfied, and 4 = very satisfied.
